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2 2 nOV 


MEMORANDUM FOR: Deputy Director for Operations^ 

Deputy Director for Science § Technology 
Deputy Director for Administration 
Deputy Director for National Foreign Assessment 
Chairman, Executive Career Service 
Vi^rector of Personnel 


FROM: . 
SUBJECT: 


Deputy Director of Central Intelligence 
Fitness Reports 


Attached for your review and comment is a DCI 
suggested revision of the CIA Fitness Report. _ I v/ould 
like to have your views on this suggested revision by 
December 4th. 


I would also like to take this opportunity to 

thank you for your responses to the various personnel 

management issues resulting from the September 197S | 

Retreat. I am reviewing your papers and will also make 
them available to the NAPA Personn^il__Management team to 
consider as part of their study:. 
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4 DEC 1978 


Executive RegUtry 


7 /- 


MEMORANDUM FOR: Deputy Director of Central Intelligence 


FROM 

SUBJECT 

REFERENCE 


John N. McMahon 

Deputy Director for Operations 

Fitness Reports 

DDCI Memorandum (ER 78-5255/2), dated 
22 November 1978, same Subject 


1. The fitness report format transmitted with 
the Reference was reviewed and discussed with a repre- 
sentative sampling of the component chiefs in the 
Operations Directorate. Their replies add up to the 
single conclusion that the suggested change in the 
format would not be helpful to our shared goal of 
improving the fitness report writing so as to provide 
a more reliable and objective basis for the evaluation 
of personnel. 

2. The format and the preparation of fitness 
reports have been subjects of continuing debate and 
changes in the Agency. There have been several major 
revisions of format over the years, but the perfect 
solution, if there is one, has continued to elude us. 

More recently, as a result of an EAG meeting on 

17 February 1977, a task force under the Office of 
Personnel was formed to conduct an in-depth review of 
the Agency's current personnel evaluation system. This 
review took nearly one year and the resulting recom- 
mendations were sent with the components’ comments 
last spring. Subsequently, a revised format was 
developed and submitted to the DCI. 

3. In the opinion of our most experienced managers, 
the fundamental improvements desired in our performance 
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evaluation practices cannot be achieved^b^_^tinkering 

with the format of the repo 

The root cause P. force supervisors and 

our apparent inabil y realistic, accurate and 
reviewing auality of the individuals 

frank in describing oritc; The consequences have 

performance and "Strong" and "Outstanding" 

ru^i?fiso?f erc^fiSg^tn^'^rr ^ability to say little 
in many words. 

4. The proposed format vould not f 

ills and would ra'^roduce some new 

to say that it is without ra ^omnrehend. It lends 
tively easy to P^JP^p^o^essing, which might appeal to 

itself to automated processing, result in 

some but which, we JJ^gystem wLch Luld be unable 

yet another soulless point , ^a^-ities of the various 

to distinguish between P required for them, 

types of assignments and the people req 

5 More specifically, we submit the following 
comments on the prop^sed^newjonnat^ _ 
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MEvIORANDUM FOR: 
THROUGH : 

FROM : 

r 

SUBJECT 

REFERENCE : 


Deputy Director of Central Intelligence 

Deputy Director for Administration 

F. W. M. Janney 
Director of Personnel 

Fitness Reports 

DDCI memo of 22 Nov 78, same subj . 


1. Action Requested : None. The following is in response to 
reference request for comments on a proposed Fitness Report format 
forwarded with reference. 

2. Background: Before coriimenting on the proposed form, we 
would like to note the basis for the recently completed revieiv of the 
Agency’s Fitness Report system. In considering any modification or 
change to a system, it is first necessary to address the perceptions of 
the inadequacies of any existing system, and then develop the facts con- 
filming or eliminating the perceptions, e.g., determine exactly what the 
facts are in a given situation. 

In this context, a Performance Evaluation Task Force was 
organized in February 1977, with representatives from each Career Service, 
to study the fitness reports and the related evaluations. The report of 
the Tast Force was submitted to you 3 May 1978. The study and recommenda- 
tions are based on research in the Agency and a study of performance eval- 
uation systems in eight Government agencies and approximately 50 corporations 
in the private sector. In the course of the Task Force's study consideration 
was given to the advantage of different Fitness Reports for different 
functions (managers, supervisors, analysts, clericals). It was determined, 
however, that a common, uniform report best met the needs of the Agency and 
its employees, one specifically designed to be flexible enough to be applied 
Agency-wide. A second conclusion was that the system should provide for 
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a clear relationship between on-the-job perfomance and cortparative 
ranking. 

Several general points are uorth irOt S- appropriate for 

oriented to superrisory and '^'“"Serial posmons 

-I -niS ?Urre1uhL«^^ "er 

S%Sd1rfrSt :Tegat«ress^^ 

be unrelated to actual perigee to rate 



Qri p r 1 f T c dut 165 vdo. ich VJOUld 

“^!lfr™/tSaTlJ iossgle It «uUf^k?yrS“— 
particularly in gaming L and aspects of perfomxance uath- 

SnL°?r^erh^o/tbf sSciHcTties to wLch these are applied. 


Several specific items warrant comment; 


- Rating trend of perfora^ce J'^g^^'mefFlle. 

"^rfhS^ """ 

performance and potential to the report at hand. 

Fitness Reoort should not be the vehicle for a promo- 

Slec?"SorpartiSlSri°£'t" 

a promotion. 

- The sumuaiy of the rater's to^’inSSe aU 

small to reflect the record j crade, the trend may be more 

reports prepare by the ra^^ ^ Nation is properly 

SS oA Se evaiua?ion of the individual employee inasmucn as it con- 
stitutes coranent on the rater, not the ratee. 

. There are no insm-ctions for min? rte^security^ 
an individual's perfoi-mance nor is these are current requirements 

serious evaluation programs. 


_ ? 
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- It appears that analytical ability is being rated twice, 
under skills and personal traits. 

senior" narmlv^re ra-nd^Suef 

it is questionable if this could be guaranteed. 

in general, Ster 

such as this, have strict , or vho is deliberately 

tends to be overly eompetitive position due to non-job- 

trying to affect a subordinate s tend to enrphasize 

SatSd factors. ^ There is con- , 

personality traits ratner tto p . characteristics unless it 

siderable risk involved ^ ° characteristic is job-rented, 

can^be proved beyond p-y^luation is of serious concern to EEX.) 

(This particular aspect of evanation ^th check system 

It should be noted the Agency has had 1952, but exam- 

evaluations; various versions mtii 5^,,^ to be 

ination of the result ov P the-job performance evaluation, 

unsatisfactory for the P^^pose of Oi he^J itay 

Because, ho’A'ever, "tbere are ^/’rancem. in evaluation, the Task Force 
be i^entified^characteri^i ^^co^ attach a supplemental 

suggested that Career S cnecifically identified categories of 

gUelTe.“"SeS f/cfna^gSaL or factional specuaUsts) 

4. In siraar)', the basic question |““jJ°j^®J,;| 5 t!provoking and 
rated? The aspects, skills, and ^vaits ^ context of duties 

desendng of coiment, where televent^ b t 1 ^. eisployee, 

perforaed. The * should be the basis for the rat^g, 

regardless of level ®Slif ’a^d traits contributing to the final 

with appropriate aspects, skills, ana ii 


evaluation. 


• I i . ii . 


F. W. M. Janney 


Attachment 


Distribution; 

Orig S 1 ■ Addressee 

1 - Executive Registr> 

2 - D/Pers (1 for PPCI File) 
1 - oP/PNn:,s 


(4Dec78) 
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MEMO RAN DUT'I FOR: 
FROM 

SUBJECT 

reference 



DD/A 78-4414/2 


4 


Deputy Director of Central Intelligence 

John F. Blake . . - ^ 

Deputy Director for Adiainrstration. 

Fitness Reports 

Memo £rm DDCI to DD/0, DB/S5T DD/A, DDA!FAC, 
Chmn E Career Ser § D/Pers, dtd 22 t.or 7 , 
Same Subj . 


1 DDA management has thoroughly reviewed the BCl 
attached. 

7 We definitely support the continuing objective of 

improving employee performance j“^=i„^Soro£'a'ii? new 

support our earlier suggestion t^^eld n ending 

format concerning Agenc>- personnel 

completion of the consulta , dealing with the evolvement 

system. Perhaps the entire package report. 

of a new employee appraisal ‘® * revision, and all 

the DDCI suggested revision the DCI suggested 

?i^lSr^corsu!?r''rear/orfeiloraSrhvLe as to tKeir view 
of the best alternative. 

3 Generally, we favor the adoption of a short, 

unencu;bered. uncLplicated Fitness Report^£o^t.^_ThnJD«- 

?SllMr^rpe«eivi%evl?Il Irlls of concern xtith the pjroposed 
foraat.’ Our comments are keyed to specific sections o£ the 
Fitness Report proposal. 
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Distribution.: 

subj -w/cpy o£ att 
. 1 ^. DDA chrono 
; Vr JFB chrono 

/- C5> DDA/Q>D w/cpy of att 


*r 
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■ i 5 DEC 1978 

MEMORANDUM FOR: Deputy Director of Central Intelligence 

FROM : Sayre Stevens 

Deputy Director, National Foreign Assessment Center 

SUBJECT : Fitness Reports 

REFERENCE : Memo from DDCI to Deputy Director, dtd 22 Nov 78, 

same subject 


1. The proposed fitness report by the DCI represents a sharp 
deviation from the intent of the current one, including proposed 
revisions now under consideration, and NFAC management does not 
consider this new proposal to be as effective as the evaluation 
system we now have for several reasons. Under our present system, 
we have a means to list in order of importance the major duties of 
the employee and to rate the level of performance for each duty; 
provision is made for rating the employee's overall performance 
and effectiveness; and ample space is provided for the. rater to 
elaborate on the performance of specific duties, significant accom- 
plishments, overall productivity, identification of areas where 
performance improvement is needed, and suggestions for future useful 
assignments and training- Moreover, unlike the current system, the 
proposal does not provide opportunity for a reviewing official to 
comment on the rater's evaluation or for the employee to write a 
dissent on or an addition to the evaluation, both of which are gen- 
erally viewed by employees and managers as valuable information, 

2. Anot.her major concern we have is that the proposed fitness 
report cannot be used for all Agency personnel . As constructed, it 
does not apply to clerical and technical employees, and it has a 
bias toward cerformance evaluation of line supervisors, who are 
greatly outnunbered by employees in non-supervisory positions. NFAC 
analysts without supervisory responsibilities, for example, would 
have so many ‘‘not applicable" entries on the form that there would 
be few specifics to evaluate. 


1 
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3 Sections D and E under "Mission Contribution" are best 
to a ranking p anel which collectively has a broader pers pective^ 


Mission contribution 


Also, to indicate on an individual's fitness report how or her 
several colleagues have been graded violates their rights to privacy 
in personnel matters. Finally, a recommendation for promotion should 
nSt be a part of a fitness report. This is a matter that should be 
considered only by management, with input from jL 

course. For a supervisor to make such a recommendation on the fit- 
ness report will lead to many high expectations and great disappoint- 
ments. 

4. Our somewhat negative reactions to the DCI's proposal are 
not intended to suggest we do not need change in /®r" 

formance appraisal system. NFAC endorsement of virtually all the 
recomnendations for adjustment made by the Agency s Performance 
AppSsal Task Force Clearly indicates our support for change The 
Task Force, we believe, has preserved what has been documented by 
employees and managers as being very positive aspects, 
identified those elements that need adjustment. We would hope that 
those adjustments can be made to the present system. 


Sayre Stevens 


STAT 


STAT 


Distribution: 

Orig + 1 - Adse 
1 - ER 
1 - DD/NFAC 
1 - NFAC/AS 
1 - NFAC Registry 
1 - NFAC Admin Chrono 
1 - NFAC Admin Subject File 


NFAC 


Admi n 


(4 December 1978) 
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